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MEMORANDUM FOR: Colonel White

This is Harry Fisher's study of irregular work . e
weeks and a proposed regulatory change. As an impoxtant |-
policy the DD/S would refer this to you under any circum-
stance, but in this particular case I think we've agreed
this should be a Deputies' Meeting item , Consequently,
Harry has prepared a two-page summary (also attached)
which can be distributed prior to the meeting. I suggest
that you not try to read any more than the first four basic
pages of the study. The study should be back in Harry's
hands at the time of the meeting in order that he may use
it during the discussion.

/"{V/M
A Robert S. Wattles
S (DATE)
""; . iun .
" FORM NO. |Q| REPLACES FORM 10-101
tage st TN WHICHMAY eEuseo. o n

ADD/S:RSW/ms (3 Dec 71)
Distribution: : .

Orig Blue Note ~ Ex. Dir.=Compt., w/O of Att (DD/S 71-4442) & 10 cys of -

Summary

1 -« DD/S Chrono /
1 - DD/S Subjectyw/cy of Att & Summary
1 <« RSW Chrono

DD/S 71-4442: Memo dtd 17 Nov 71 for DD/S fr D/Pers, subj:
Annual Premium Pay and Irregular Work Hours; w/Ref,

.
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Bob:

Attached are two-page summary sheets of the
more lengthy study we have forwarded on irregular
work schedules., The summary sheets are intended
for use at the forthcoming Deputies Meeting on this
topic. It is suggested that {they—be passd8 to the
Deputies as handouts to infor&x them on the contents

of the study in brief form. . STAT
fx 9
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iﬁREGULAR WORK SCHEDULES

The Office of Personnel has completed a series of studies to determine
the parameters within which the Agency might accommodate non-standard
workweek arrangements which are considered to be necessary to carry out ﬁhe
mission of the ﬁnits involved.

The studies included proposals advanced by the Foreigﬁ Missile and
Space Analysis Center, the Office of ELINT and the Central Reference Service
to adjust.current 2lh-hour shifts to non-standard workweeks. Included also
was the proposal submitted on 1 September 1971 by the Management Advisory 
Group for the adoption of a three-day workweek in the Headquarters compuﬁer
centers. Under the Management Advisory Group proposal, the various computer
centers wbuld be manned arocund the clock from Monday througﬁ Saturday by
computer professionals working in four shifts of fhree lzé-hour days, or a
37%—hour workweek ., ttention was given to those non-standard work arrange-
ments already established for a number of our operations and watéh.centers.

The Office of Personnel studies.took into consideration the legal and
medical aspects of such non-standard work schedules as well as the adminis-
trative problems attendant upon accurate reporting and accounting procedures
covering hours of work.

In terms of the legal aspects, the 0ffice of General Counsel has taken
the position that the Agency can establish its own work schedules, but it
has strongly urged that we change our Regulations to conform with what we
are doing. | |

The Director of Medical Services has stated ﬂhat while he could not say
categorically that sﬁch irregular schedules would be harmful, a l2-hour
workday would tend to decrease an employee's effectiveness in a'situation

where pdwer of observation, manual dexterity and physical prowess were ‘
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i ed b
involved. The Director of Medical Services said that such arrangements would
call for close supervision involving a careful look at productivity.

Discussions with the Offices of Computer Services and Finance indicated

' that any change in the 80-hour period of accountability for pa§ and leave

- purposes would pose very real,difficulties. At this time it would be next

to impossible to handle the computer programming necessary to establish any

basic work schedule other than an 80~hour pay period within'the’time linita-

tion for implementation of the new financial reporting system.

Conéideration of the Management. Advisory Group proposal with the Chairman

of the'Information Processing Board indicated thet satisfactory adjustments

could be made to accommodate it to the 80-hour period of accountability.

The Office of Personnel studies cdncluded that it would be feasible
to establish non-standard work schedules for 24~hour operations, conforming
to the 80-hour accountability period, when such schedules very clearly have

benefits to the Agency. The studies also concluded that the Deputy Director

~for Support is in the best position to review proposals for non~standard

. workweeks from an Agency viewpoint and to appraise the financial, personnel

and medical factors involved.
Consequently, the Director of Personnel has recommended to the Deputy

Director for Support that he approve approprlate changes to Headquarters

25X1 |

|Sectlon V:  Hours of Wbrk Leave, and Pay, to include the

;

following paragraph:

"In exceptional circumstances and when necessary to staff operations
on a 2h-~hour basis, the Deputy Director for Support may approve 80-~hour
work schedules which deviate from the above standards and provide no
payment of overtime as long as the number of hours worked does not

- exceed 80 in & two-week, 80-hour pay perzod "

Approved For Releasg;2¢Hi3lodi29 : CIA-RDP84-00780R004000040002-4
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Returned herewith is the package on irregular
work schedules.

At your request we have added to it, at Tab IV
guidelines concerning how we would propose to
account for leave and Sunday, Holiday and night
differential pay. We have referred to Tab IV in the
latter part of the covering memorandum.

These guidelines have been coordinated with

|
STAT
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‘Now that this will be going to the Deputies,
we are preparing a shorter summary of our study
findings and recommendations to be used as handouts
for the Deputies. We feel/this will give them a
readier grasp of what we are proposing in the
attached.. The handout s

Harry B. Fisher
Director of Personnel ,

Received in DD/S on 3 Dec 71.

RS
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OFFICER'S
INITIALS

COMMENTS (Number each comment 1o show from whom
to whom. Draw a line ocross column after each comment.)

.
Deputy Director for Support
7D18 HQS ,

2.

3.
Director of Personnel

SES6 HQS -

4.

K

e

| Service a réquest for a three-day

#10 R

[ 1 SECRET
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1. I should note that with
regard to the exception recommended
in paragraph 14 for the work
schedules of OCI Senior Duty Officef
and Clandestine 'Service Duty Officer
the Time and Attendance reporting
for these Officers is based on the
80-hour period of accountability
and that no overtime is involved.
This would appear to be in conflict
with the. statement contained in
paragraph 11 that the Agency needs
true records of the actual hours
worked by Agency employees. Howevel
at this point in time it would not
appear feasible to machine program
these work schedules as they
actually exist, and the nature of
their responsibilities to their
respective Deputy Directors would
indicate that an adjustment to an
80-hour work period would interfere
with these-responsibilities. At a
later date it is conceivable that
programmlng for the actual hours
worked can be accomplished.

STAT
2. If you approve our
recommendation andT::::::::]is
published as now drafted, you could
then reconsider FMSAC's request for
a special 80-hour pay period with-

out overtime. We have already
received from Central Reference

workweek in accordance with the
Management Adv1sory Group's: sugges-
tion. The CRS ‘planning has been
accompllshed in accordance with the
80-hour period of accountability.
We also have a request from OEL for
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a three-day workweek, also conforming
to the 80-hour perlod. In addition
to the CRS request, the other
computer centers involved: (DDP, DDS&T
and 0CS) are ready to modify their
‘proposed schedules under the Managemen
Advisory Group 8 suggestlon to the
80-hour pay period (instead of 75).

We will hold all of these requests
until you have reached a decision
concerning our recommendations for
the change to [ | STAT

3. Any further requests for
irregular work schedules will be
limited to 2l-hour operations ‘and
will be conformed to the 80-hour
accountablllty period. °

PR

STAT

Harry ‘B. Fisher
Director of Personnel

- _- Approved For Release 2003/04/29 : CIA-RDP84-00780R004000040002-4
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MEMORANDUM FOR: Deputy Director for Support
SUBJECT : Annuel Premium Pay and Irregular Work Hours

REFERENCE :t Memo for the Record by ADD/S dtd 17 Aug T1l, Same Subject

1. This memorandum submits recommendations for your approval. BSuch
recormendetions ere contained in paragraph 1k.

2. Referent Memorsndum for the Record requested that ve review current
irregular work schedules in certaln Headquarters components and then consult
with the Office of Finance, the Office of Computer Services end the Office of
Genersl Counsel to determine the parameters within which we can accommodate
the various irregular workweek arrangements which are considered to be neces-
sary to carry out the missions of the units involved. It wes further
requested that we prepare proposed regulatory changes to reflect policy
positions in thls regaxrd.

3. The attached report (Tsb I) covers the results of our review of those
units with currently irregular work schedules. In our study we have alszo
taken into account the past proposal from FMBAC for irregular work schedules
and the proposal of the Management Advisory Group for a three-day workweek
for certain Agency components (Tab II).

L. Each of the activities referred to above operstes on a 2h-hour basis.
In addition to meeting operationsl needs, the irregular work schaedules were
designed, to some degree in esch case, to suit the desires of the employees
concerned. The following tables swmmarize certain important results of the
review of those units which have currently irregular work schedules,

Work Group Practice Consistent Work Scheduled T&A's Record Overtime
' with D/Pers Time Actuslly Paid for
25X1 Concurrence Worked work in
' Excess of
Lo~Hour Work-
week

Communication Center Yes Yes

CIA Ops Center
Watch Officers No record
Benior Duty Officers No record

FI Staff Intell Watch No record

= Thewr 1
Exchuded frod mptgaatic

Approved For Release 2003/04/23%3 8%16017‘89‘5300 000040002-4
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CS Duty 0ffice
_““puty Officers
. Assistents

<=

Dps Center

25X1

25X1

#Provided paragraph 2b of [ |intends to grant the Director of Personnel authority to
approve non-payment of overtime for work in excess of eight hours a dey within an 80-hour
work schedule.

5. These seven irregular work schedules illustrate a wide variety of
solutions to the problem of manning 24-hour operations under different cir-
cumstances. They range from the more or less standard shift schedule of the
Communicetions Center to the highly irregular periods of duty scheduled for
both OCI senior duty officers and Clandestine Service duty officers. In each
case thay represent sccommodations to the peculiar requirements of the opera-
tion and to the wishes of the employees concerned. We found no suggestion of
a standard group of alternative patterns which would cover the range of the
seven work schedules reported in these five operations. Further, from our
discussions in the course of this review, we believe that it would be undesir-
gble to attempt to pre-structure solutions to scheduling problems of this
kind. For example, the medicsl affect of lengthy work hours must be welghed
in each case against the need for continuity of individual service in the
particular duties involved.

6. The proposal from FMSAC and the Menagement Advisory Group proposal
would add additional differing shift schedules to the seven mentioned above.
The Menagement Advisory Group proposal, for example, calls for a three-dsy
workweek for the Agency employees in the various Headquarters Computer Centers.
The Computer Centers in the Clandestine Service, the Intelligence Directorate
and the Sclence and Technology Directorate would be manned around the clock
from Monday through Saturdey by computer professionals working in four ghifts
of three 12)-hour days. BEmployess would never work three deys in a row; their
shifts would fall on either Monday, Tuesdsy and Thursday, or on Wednesday,
Fridey and Saturday. Again, there are certain operational benefits to be
derived from such a schedule as well as benefits accruing to the employees
concerned.

7. In terms of the legal aspects of such irregular work schedulaes,
raferent memorandwn pointed out that the Office of General Counsel has taken
the position that the Agency can establish its own work gchedules but 1t has
also strongly urged that we follow our Regulations and Handbooks or change
them to conform with what we are doing.

8. The question of health 1s another factor to be considered in
scheduling lengthy workdeys within irregular work schedules. This has been
discussed with the Director of Medicel Services. The essence of Dr. Tietjen's
response was that while he could not categorically say that such a schedule

Approved For Release 2003/04/2§% GTi-DP84-00780R004000040002-4
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would be harmful, a 12-hour workday would certainly tend to decrease sn .
enployee's effectiveness in a gituation where power of observation, mamual ..
dexterity, snd physical provess were involved. Dr. Tietjen said that such

an arrangement would certainly od3} for c¢lose supervision involving a cereful
look at productivity under such circumstances. :

25X 9. In discussing proposed regulatory es with representatives of

the Offices of ter Services and Finance |and :
respectively), 1t became apparent that any change in the
BO-hour period of accountability for pey and leave purposes would pose very
real difficulties. All work donas so far toward developing the financial
records system has been on the basis of the 80-hour pay pericd. In order to
implement sny other basic scheduls, it would be necessary to cods employees
individually as identified with those schedules. It would alse require the
development of some form of transactions system to get employees in and out
of such categories when they move from one schedule to another., Mually,
some sort of escrow account would be neesssary in order to handle plus and
minus accounts of leave and/or overtime surplus in comnection with such move-
ments. | |both sald they believe that it would be
impossible o handle the programming which will be necessary for such systems
within the time limitation schedule for implementation of the new financial
reporting system.

10. Further discussions with Mr. Charles Briggs who, a8 Chairman of the
Information Processing Board, has discussed the new three-dsy week Management
Advisory Group proposal with other members of that Board indicate that neces-
sary adjustments to the three-day, 12h-hour day werkwsek (373 hours per week)
could be made to accommodate to the 80-hour period of accountability.

Mr. Briggs did say that at some later date a greater degree of flexibility
should be attempted by OCS for the peyroll computer system to provide for any
necessary changs in the 80<hour pey period concept to ascommodate Agenay

work schedule requirements. At this point in time, however, he agreed that
the best approach would be an sdjustment of the shift schedules proposed by
the Management Advisory Group to conform to the 80-hour sccountability period.
The FMSAC proposal conforms to the 80-howr concept.

11. Unquestionably, the Agency needs true records of the actusl hours
worked by Agency amployees. Official time and attendance reports should be
accurate. Any exception to standards governing deviations from the basic
workweek should be scheduled thoughtfully with full consideration of all
pertinent facts in each circumstance. We believe that the Deputy Director
for Support is in the best position %o review such proposals from an Agency
viewpoint and to appralse the financial, personnel and medical fectors
involved.

12. The attached proposed change to Headquarters | | (ad IIT)o5y1
would sccomplish these objectives in response to the referent memorandum and
within the practieal limits of an 80-hour period of aecountability for pay

Approved For Release 2003/04/29 : §EQRE84-00780R004000040002-4
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and leave purposes. It would scecammodate all of the irregular schedules
considered hers except those for the OCI senior duly officers and the
Clandestine Service duty officers spd their essistamts. Attached at Tab IV
are brief guidelines concerning acdomaging procedures for anmal and slck
leave and the sdministration of Sunday, holiday and night differential pey.

13. We have discussed the possibilities of conforming schedules to the
the senior OCI and Clandestine Service Duty Officers.
' FYR, ered to conform

Duty Office.

g and the end of
officisls and that events ao:;ziﬁc& WW L] .
nighttime hours will be ] ning o
those officers who have bsen monitoring thes. This yequirement for eontiruity
is essential enough, we think, to the missjon of the Agency to consider it a
valid reason for exception to normal regulatory work schedule policy.

14, It is recommended that:

&. the attached proposed changes to Headquarters |
be approved for formal coordinetion, and

b. the work schedules for OCI Senior Duty Officers (currently
mumbering three) and the Clandestine Bervice Duty Officers and thelir
assistants (currently numbering ten) be permitted to continue as &n
axception to the new policy incarporsted in the ghanges of Hesdquarters
I o

Haxrry B. Fisher
Director of Pergonnel

Atts

The recczmendations contained in Pargragh 1l are approved:

John W. CofZey
Deputy Director
for Bupport

Distribution:
Orig - Return to D/Pers
2 - Addresses .; ;
1 - D/Pers Bubject =
1 pfrers/BC C
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MEMORANDUM FOR THE RECORD -
SUBJECT : Annual Premium Pay and Irregular Work Weeks

REFERENCE: ADD/S MFR dtd 27 Aug 70, subj: Annual Premium Pay

25X1 - 17 On 12 August 1971, a meeting was held in my~ office attended by
Messts[ ________ |(OF), John Warnex (OGC), Harry Fisher (OP), and Charlie
[___(O0/DD/S) to discuss the Civil Sexvice Commission memoxrandum of

28 July 1971 to Directoxs of Personnel, subject: Defining "Regularly Scheduled
Woxk" for premium pay purposes, and Mr, Fishexr's note related thereto,
dated 3 August 1971. (See Tab A.)

25X1

2. Mr, Warner relterated that, since there was a good legal basis , '
for determining that the Agency was not bound by the Pay Act of 1945, and
‘'since Agency policy makexrs had therefore decided that we would deviate in
certain aspects from the provisions of that Act, we could decide to define
Annual Premium Pay as required by the cixrcumstances we face in this
Agency and without regard to the Pay Act of 1945, He stated, however, that,
once we decided what the definitions and rules should be, and put them in our
Regulatlons » it was absolutely necessaxry that we abide by them.,

3. In the discussion that followed, it was decided that we should not 25X1
change the definition of Annual Premium Pay now covered in| |
i.e., "Annual premium pay is a form of overtime pay designed to compensate
an employee when his duties require substantial amounts of irregular or
- occasional overtime work and night, holiday, and Sunday work which cannot
be administratively controlled and when he is primarily responsible for
recognizing the circumstances which require him to be on duty; it may not
be used to compensate for regularly scheduled overtime duty."

"4, The group then discussed the problem of Irregulaxr Work Weeks
which are in force in several units of the Agency, some of which have been
‘approved and others have not. Specifically, irregular work weeks axe
. currently being worked in the Headquarters ComCenter, FMSAC, IWOG,
25X1 Watch Office and | | but Time and Attendance Reports from

these offices are reflecting duty for eight hours per day, Monday through
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000040002-4
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- . Friday. The work weeks for employees of these units do not comply with the '
25X1 - ' xules established by |Here again, Mr. Wainer and[_ Jurged 25X1
" """ that we follow our Regulations and Handbooks, or change them to conform with
what we are doing. n - o [ [/
o : (WIS ne I 3
i 5. Mr. Wattles requested that Mx. Fisher have his Plans- -Group contact
the units with irregular work weeks to determine exactly what is being done

and why, and then consult with Finance (Messzrs J L OCS, and 25X
- OGC to determine the parameters within which we could adjust the rules -
25X1 expressed in] | The Plans Group would then prepare proposed
25X1 - - changes tq Kseveral alternatives ; if appropriate) for consideration __

by D/Pers and ADD/S. The proposed changes should be designed to accommo--\
+ date the various irregular work week arrangements which are cons1de1ed to be ,
necessary to carry out the mlSSIOnS ‘of the units involved, . =

25X1

. ; ' : ] . ' ' ~KODext o, wattles
o . : Assistant Deputy Director
for Support

Note: In reviewing the draft of this memorandum, Mr. Warner questioned
A the device of changing merely the HHB to accomplish these ends.,
X " He pointed out that policy matters of a basic nature such as these
. should be reflected in Agency Regulations whlch are the means to
enunciate policy positions,

+ EO-DD/S:CND/ms (16 Aug 71)
- Distxibution:
R Orig DD/S Subject, w/Background (DD/S 70-3464)
R . 1 = Director of Finance
1 = Deputy General Counsel
-1 = Director of Personnel
1 - DD/S Chrono

/ﬂ/; A{K ~ POA"'?’ ANATT 5/? 7'0‘/3 ;wu. PI?JMBLY fMl/E
Fa
. 0 G o ExDm wHse we ipAvE AGREEM T
R A oV THE CMNANVEES, %ﬂ(j :
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Irregular Work Schedules

1. 1In reviewing the irregular work schedules of certain components, as

requested, discussions were held with the following officers in each omponent :
ComCenter-] | CIA Operations Center-| | 25X1
FI Staff Intel Watch-q ; cspod |and  25X1

for the[  JOperations Center- | Attached are the work schedules: X
25X1

a. ComCenter Tab A
b. CIA Operations Center Tab B & C
c. FI Staff Intelligence Watch Tab D
d. Clandestine Service Duty Office Tab E & F
e. [ loperations Center Tab G

2. The ComCenter schedule (Tab A) is ten 8-hour days on duty and the
next four days off. This provides for every other weekend off. The "week-
ends" are based on different administrative workweeks and may not include a
true Saturday or Sunday. This schedule provides for 4O-hour workweeks and
80-hour Pay periods. It is understood that this schedule was approved by
the Director of Personnel. The T&A's reflect hours actually worked.

3. The CIA Operations Center has two schedules. One, (Tab B) for the
Watch Officers--four three-man teams manned by 15 employees. Three of these
employees are used for substitutions and training. The number of hours per
workweek for two two-week pay periods are: ULL,LL; 36, Lk, To preclude
paying eight hours overtime for the first pay period, a substitute is normally
Scheduled for one of the 8-hour days. If a substitution is not made, over-
time is paid. The T&A's reflect the hours actually worked. The second
schedule is for the Senior Duty Officers (SDO) (Tab C). There are three
SDO's who work all night every third night. The shift begins about 1600
and ends about 0930 the following day. This results in unequal workweeks
actually worked--some over 4O hours and some below. At the end of three pay
periods, where the cycle begins agailn, the number of hours worked is 2L5 as
opposed to 240. The T&A's are adjusted to reflect 80-hour pay periods.

L. The FI Staff Intelligence Watch (Tab D) has a rotating schedule
which recycles at the end of four pay periods. Each workweek is LO hours.
This differs from ComCenter in that four days in this period are 1l2-hour
days. This schedule permits more weekends off. No overtime is paid for
12-hour days. The T&A's reflect hours actually worked.

5. The Clandestine Service Duty Officers (Tab E) have a schedule seemingly
as strenuous as the SCO's of the CIA Ops Center. They frequently work shifis
of 14 and 15 hours. The workweeks and bay periods are not uniform as shown
below:

Either (a) U4 + 38 = 82 hours/pp
: 38 +39 =77 hours/pp

159 hours/four weeks

GROYP 1
Excluded from autoinatlic

- CIA-RDPEA:60780Rd04000040002-4
Approved For Releasmm%m%{ga ; ?MJDFPM'Q 78BR




3 App';'oved For Release 2003/04/?_9‘ :‘QIXA_-‘R‘DP84-00780R004000040002-4
ORI il § i

(b) 39 + L4
38 + 3

S———

159

Oddly, after the unusual hours worked the schedule is one hour short in four
weeks. The tour for these officers is six months. No overtime is paid for
the hours worked over eight a day, over 40 hours a week, or over 80 hours a
pay period. The T&A's are adjusted to reflect 160 hours per four-week pay
period or in some cases 80 hours per two-week pay period.

6. The Intelligence Assistants in the Clandestine Service Duty Office,
who work with the Duty Officers, have an irregular schedule (Tab F) which
has unequal workweeks and unequal pay periods but which totals 160 hours in
four weeks. The hours worked per week and pay period are:

Totals 160 hours

The T&A's are adjusted to reflect 80 hours pber pay period. No overtime is
paid.

25X1 7. The[ ]Operations Center (Tab G) has two irregular schedules.
The Evening Shift (1650 - 2L400) works Sunday through Fridey, 6 days of six
hours and 40 minutes each or a Lho-hour week. The Night Shift is composed
of two teams, A and B, which rotate on s weekly basis to cover the early
morning from Tuesday evening to the following Tuesday morning. The hours
are 2230 - 0900. Each employee also works a ten~-hour day on the Saturday
or Sunday following his night shift. Such a schedule provides for either
of the following workweeks and bay periods, depending upon which day (Saturday
or Sundey) the additional ten-hour day is worked:

(a) L1 nours
39 hours

80 hour pay period

(b) 51 hours
gg hours

80 hour pay period

No overtime is paid. This schedule was approved by the Director of Personnel
in August 1970. The T&A's reflect hours actually worked.

§3::"(%!A-RDP84-00780R004000040002-4
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8. It is noted that about the only thing in common among ‘these components'
schedules is that none of these irregular schedules calls for an employee to
work one eight-hour shift per 2k hours for five work days followed by two days
off. 1In other words, they are all different. Apparently a basic intent in
establishing these schedules has been to not only assure adequate coverage
but to also permit the employee to have more time off by working longer hours.
Also in the case of the Senior Duty Officers of OCI, it is considered bene-
ficial to have the one officer work through the night and thus being knowl-
edgeable of everything of concern that transpires during that period. Much
the same thought is apparently true for the CSDO's.
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ComCenter

Example of-Rotation Between Day Shift and Evening

Shift (Night shift personnel, through preference, remain
constant except for substitutions for absences. However,
they work the same 10 days on and 4 days off schedule)

Monday 1500-2330
Tuesday "o
Wednesday
. Thursday
Friday " "
Saturday off
Sunday off

Workweek
LO hrs

[ecNocNeoNooNoo)

Monday . off
~Tuesday off
. Wednesday 0700~-1530
. Thursday oo
Friday
- Saturday
Sunday 1500-2330 ©

<1 1

Workweek
LO hrs

n 1"

oo oo 0o o o

Pay Period
80 hrs

- Monday weooom
Tuesday
Wednesday
Thursday

. Frida,y .on 1n
Saturday Off
Sunday off

1 1n

* Workweek
4O hrs

1 u

00 0o 0o o Co

‘Monday Off
Tuesday off
Wednesday 0700~1530
Thursday "o
Friday . roon
Saturday -
- Sunday 1500-2330

Workweek
4O nrs

{00 0o 00 o

Pay Period
. 80 hrs
Cycle begins again
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CIA Operations Center  (OCI)

Four 3-man teams marned by 15 employees. Three employees
are used for substitutions and training. .Below is a
typical schedule for one man of a 3-man team for 4 weeks.

Sunday 12 hrs
Monday :
Tuesday

Wednesday - Workweek
Thursday Lk prs
Friday : '

Saturday

Sunday
Monday
Tuesday
Wednesday . Workweek
Thursday - LY hrs
Friday
Saturday
Total - 88 hrs

Sunday
Monday
Tuesday .
Wednesday Workweek
' Thursday 36 hrs
- Friday ' '
Saturday

Sunday
Monday
Tuesday :
Wednesday Workweek
Thursday LWy nrs
Friday
Saturday
Total - 80 hrs

To preclude paying 8 hrs. O/T, a substitute is
normally scheduled for one of the 8 hr. days.
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CIA Operations Center (OCI)

Senior Duty Officers (SDO) -

There are three Senior Duty Officers who work all night
every third night. '

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

1600-2400
0000-0930

1600-2400
0000-0930

1600-2400

- 0000-0930

1600-2400
0000-0930

1600-2400
0000-0930

1600-2400

0000-0930

1600-2400

0000~0930

1600-2400

0000-0930

1600-2400
0000-0930

1600-2400

- For two pay periods:

(173 hr. shift)

Workweek
L3 hrs

Workweek
Lt nrs

Total 874 hrs

Workweek
35 hrs

Workweek
43 hrs

Total 78 hrs

Actual Normal
875 80

80
160
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Sunday 0000-0930 9k
Monday ’
Tuesday . 1600-2400 8
Wednesday 0000-0930 9%
Thursday
Friday 1600~-2L00 8 Workweek
Saturday = . 0000-0930 9% 443 hrs
Sunday : :
Monday . 11600-2400 8
* Tuesday 0000-0930 9%
Wednesday ,
Thursday - 1600-2400 8
Friday 0000-0930 9% Workweek
Saturday . 35 hrs
Total 793
For three pay periods:
Actual . Normal‘
875 80
78 80
795 80

2hsx 2ho

*¥No time was 'deduc’ced fér meals.

Approved For ReIQ&!QMEJMIUM;RDPSLOO?SOR004000040002-4
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FI Staff Intelligence Watch

An 8-man rotating schedule. Provides 2l-hour
coverage with increased coverage during certain
periods of the day and week.

The fbllowing is the schedule. for four 2-week pay
periods which each man will have, though starting
at- different times during the 8-week cycle.

Sunday off

Monday . 0730-1600

Tuesday " "

Wednesday

Thursday

Friday Workweek
Saturday Off 40 hrs

Sunday off

Monday - 1530-2400
Tuesday " "
Wednesday
Thursday

Friday " " ' Workweek
Saturday  Off 40 hrs

1" n

1 "

Pay Period
' 80 hrs
Sunday . off .
Monday Ooff
Tuesday . 0730-1600
Wednesday " "
Thursday
Frida.y "o 1
Saturday " "

n n

oo 00 00 o

Sunday 1200-2400
Monday " "
Tuesday off
Wednesday Off
Thursday . 1530-2400
Friday " " Workweek
Saturday  Off ' 40 hrs

H
[AC V]

Pay Period
80 hrs
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Sunday Off

. . Monday off .
~ Tuesday 0730-1600 8
B Wednesday " " 8
Thursday " " 8
Friday teoo.m 8 Workweek
Saturday " " 8 40 hrs
Sunday Ooff
Monday off ,
Tuesday 1530-2400 8
Wednesday " " 8 .
Thursday " " 8
Friday " " 8 Workweek
Saturday " " 8 4O hrs
: Pay Period
80 hrs
Sunday Off
Monday off
" Tuesday (Mon) 2330-0800 8
Wednesday " " 8
Thursday v 8
Friday " " 8 Workweek
Saturday " " 8 40 hrs
Sunday (Sat) 2330-~1200 12 .
Monday " "o 12.
Tuesday 1530-2400 8
Wednesday " " 8
Thursday off . .
Friday Offt ' Workweek
Saturday Off . . 40 nrs ~ Pay Period
_ ' 80 hrs

(Back to first week schedule)
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Clandestine Service Duty Officers

Duty Officers' workweeks and pay periods are as

follows:

#l hho+ 38='8é' or #2 39 +-bl= 83
38.+ 39=_77 38 +.38= 76

—

159 159

Example of L-week tour of duty for a Duty Officer.

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

Sunday
. Monday
Tuesday
‘Wednesday
Thursday
Friday
Saturday

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

Sunday
‘Monday
Tuesday
Wednesday
Thursday
JFriday
Saturday

(Schedule

Approved For

off
1900-2400 5
0000~1000 10 (15)
1000-2L00 14

off .
1900-2400 5 (15)
0000-~1000 10 Workweek
LY hrs
0000~-1000 10
111 111 lo
orf '
off
- 1000=-1900 9
i 111 9 .
Ooff i L Workweek :
) 38 nrs " Pay Period
89 hrs
Off '
off
1000-1900 9
ofrt
1900-2400 5 (15)
0000-1.000 10 Workweek
1000-2400 ;& 38 hrs
1000-2400 14
oft
1900-2L400 5
0000-1000 10 (15)
tH 1" s lO
Ooff © Workweek
Off ' — 39 hrs Pay Period
77 hrs

Total ~ 159 hrs

starts over) .

E@NF FB’F’N-PPAEIA-RDP84-00780R004000040002-4




Approved For Release 2003/04/29 : CIA-RDP84-00780R004000040002-4

Clandestiné Service Duty Office

Intelligence Assistants

(Schedule starts over)

Sunday 0000-1000 10

2200~2400 2 (8)
Monday 0000-0600 “6
Tuesday 0600~1400 8
Wednesday " " 8
Thursday " " 8
Friday " " 8 Workweek
Saturday  Off __ 50 hrs
‘Sunday off
Monday off
Tuesday off
Wednesday Off
Thursday 1400-2200 8 :
Friday " " 8 Workweek
- Saturday 1000-2200 12 28 hrs Pay Period

‘ 78 hrs
Sunday 1000-2200 12
Monday 2200-~2400 2 (8)
Tuesday 0000-~0600 6
) . 2200-2400 2 (8)
‘Wednesday 0000-0600 6
' 2200-2400 2 (8)

Thursday 0000~0600 6 )
Friday off - . Workweek
Saturday  Off _ 36 hrs
Sunday Off
Monday 1400-~2200 8
Tuesday 1400-2200 8
Wednesday 1400-2200 8
Thursday 2200-2400 2 (8)
Friday 0000-0600 6

2200-~24L00 2 (12)
Saturday 0000-1000 10 Workweek

‘ 2200-2400 2 46 hrs Pag Period
. 2 hrs

Total = 160 hrs
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Operations Center

Evening Shift

1650-2400 (includes & hr for lunch) Sunday
through Friday

6 hrs 40 minutes = 4O hrs. per week

Night Shift

Two teams, A and B, rotate on a weekly basis
to cover early morning shift. They work one week
on and one week off. Each works seven 10~hour days
from Tuesday night to Tuesday morning, plus another
10~hour shift on either Saturday or Sunday of the
following weekend.

Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
Saturday

_Sunday
Monday
Tuesday
Wednesday
Thursday
Friday
" Saturday Workweek
39 hrs

Total - 80 hrs
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DD/S 71-3884 |

) . v 0CT 1971 :
MEMORANDUM FOR: Director of Personnel
SUBJECT * - : Irregular Hours of Work - Three-Day Week
REFERENCES  : (a) Memo'to D/FMSAC from ADD/S did 14 Sept 71,

subj: Request for Exception to Agency Regulations

b) Memo to Exec Dir-Compt from MAG dtd 1 Sept 71,
subj: A 3-Day Work Week for Certaln Agency
Components

1. The Management Advisory Group has recommended that consideration
be given to the adoption of a three-day work'week for employees in computer
centers. This proposal was discussed by the Information Processing Board
at its meeting on 4 October 1971. Information Processing Coordinators repre- -
senting the DD/I,- DD/P a_nd DD/S&T reported that people in their computer '
centers generally endorse the idea, some with enthusiasm. The IPC's them-

. selves recognize that there may be legal and administrative problems. They

debated briefly, and inconclusively, the question of whether there should be a

uniform work week that would apply to all computer centers or managers of

individual centers should be authorized to set their own schedules in the event
a "three-day week" is found to be legally and administratively feasible,

2. TIinformed the Board that you had already been seized with the problem
and described how that seizure came about. I discussed several of the problems
and considerations mentioned in our meeting with Mr. Wattles and reflected in
his memorandum of 14 September 1971 to the Director, FMSAC. The Board
agreed that the MAG recommendation should be mcluded among the factors
of the problem you have under study.

25X1

DD/S
Information Protessing Coordinator -

" Attachment: Ref ®)

cc: Director of Finance
C§ ov & c(%%ge 003/04/29 CIA- RDP84;00780R@040001040002-4
rman,
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CENTRAL INTEL LIGENCE AGENCY

 MANAGEMENT ADVISORY GROUP -,
o - 1. September 1971 E

-

TO ;  Executive Director-Comptroller |

SUBJECT: A 3-Day Work Week for Certain Agency Components

-

1. MAG recommends that consideration be given to the adoption
of a 3-day work week for Agency employees in the various llead-
quarters Computer Centers. At first blush, this scems like a radical
departure from our conventional approach to manning computer centers,
but on closer inspection it will be seen that there are many ad-
.vantages to the 3-day work week in a computer center envirohment.
These advantages accrue both to the Agency and to the enployces,
with a concomitant increase in productivity and a reduction in the .
error rate, ‘ - A

4
.

2;. Computer center errors fall into three (3) broad cate-
gories: C . . . '

"a,Q*Hardware

. b.  Software (system failures because of defects in the
- Executive or operating systen programs, or ‘in the
- applications programs written by the computer center
users). , B e

c. Peoﬁle ,

- Hardware errors succumb to the application of periodic maintenance,
and to the occasional ministrations -of an IBM customer engincer.
Software errors are more difficult to correct -- often, a software
error which causes a system crash destroys the content of conputer
memory which contained the source of the error. However,. a clever
systems programmer can overcome this problem and locate and repair
bad code. Once this type of error is corrected, there will
generally be no recurrence of.the problem. ~ People errors tend to
recur over and over again, and in a busy computer,center the causes
of thesc errors are difficult to.isolate and correct. Many pcople

., -

-
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. ervors occur as a consequence of the so-called "shxft boundary".
Most of the Ageney's computer centers ‘are manned around the clock

. by three separate shifts of personncl. Because of -computer ,
=: ' scheduling problems, many jobs start on one shift and end on another
© 7 oshift. It i$ often difficult for an operator on one. shift. to !
-~ convey complicated information concerning a job in progress to lis

. replacement on the next shifit; this communicdtion problem may cause
errors which result in the inadvertent failure of a job and a :
-consequent waste of machine time and human effort when the job is
re-run, .

3.. Reduclng the number of shift boundarles (by going from
three 8-hour shifts per day to two 12-1/2-hour shlfts per day)
reduces the shift bounddry problem.

p . .4. The computer centers can be manned around the clock £rom
" Monday through Saturday by computer professionals working in four
. shifts of three 12-1/2-hour days. Imployeces would never work
three days in a row; their shifits would £all on cither Monday,
Tuesday, and Uhursday, o1r on Wednesday, Friday and Saturday,
',lhcy would also enjoy a five day weckend cvery.other woek,<whcn
they alternate from one'shift to another. TFrom the employcgs'
point of view, this represents moxe days of lelsure time, less
wear and tear on vehicles and clothing (only three round trips to
the Office per week), and less wear and.tear on the employee who
~ has been rotated through. three shlft changcs over a period of tlme.

5. Additional advantages accrue to management'

~-a.’. The elimination of the graveyard shift, ‘which 1s
. . a constant source of personnel problcms.

ffb;f;A stable work force and low turnover of personnel .
o . .with resulting lower training césts.’

-fwd;ﬂ-An improved ability to meet peak loads; 

. da More productivity by reducing the start up and cool
“h 0 off times associated with each shift. Typically,
... i a worker may spend up to 45 minutes after his arrival
©ow7 o on the job in making preparations to work (start up
wonn o dme) . At the end of the shift, he may spend up to .
coii 00 30 minutes getting ready to ''lay down his tools"
e (cool off time). Thus, in a five day work weck this
7 may represent a ''loss" "of 6 hours and 15 minutes per
~. . employee. In a, 3-day work wcek, this "loss' rec-
.. -presents only 3 hours and 45 minutes. ‘

.. ' . X -

. '
.|
L4

R
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e. Savings resultxng from xreduced personnel recruitment
refforts. ‘We can expect a reduction in employce
~turnovey .and an increase in the quality of. personnel
. on boald ,

: f In many computcr centers, the peak disruptive timeé
' pcrlods are 8:00-8:30 a, w. and -4700-4:30 p.m., when
‘many jobs are being picked up and submittéd. These
.periods coincide with the shift boundaries in the
“'convcntlonal 3 shift system; thus, maximum acthLLy
.- teams with a cliange in personnel to producc a minor
.Crisis twice a day A two'shift day, starting at
6:00 a.m., would 1nsu1e adequate mannlng during peak
actlvxty times.,

6. An obV1ous virtue of ‘the 3- ~-day work week is that it actually
permits, through the use of two 3-day shifts, the expansion of the
actual work week to six days. In effect, it puts Saturday back in
the workman's calendar, while providing for an increase in straight-
time utilization of costly production machinery. While our computer

-centers are open on Sunday, typically a good deal of preventative-
maintenance work is scheduled on that day, with a concomitant de-
“crease in, the Sunday work force. Under the 3-day work week arrange-
ment (as under the 5-day work week) Sunday workers would be paid
_overtime. L S .ot

7. Several large companies (among them Mutual Life Insurance
Company and the Metropolitan Life Insurance Company) have gone to -
the 3-day work week for their computer centers, and we can draw )
upon their experience in this area. The Mutual Life Insurance e
Company climinated the 10% premium for night shift work which was
paid to about two-thirds of its cmployees. But, in its place, has
come a 5% salary raise for conversion, which everyone receives.,
Because of Federal labor legislation, we may be obllged to adopt

-some variation of this pay scheme.

: 8. A computer center is particularly sulted to thc 3-day work
| week; jobs are processed on a piecemeal basis, and a computer
! * oeprator is not dependent on information relating to jobs which
i . were run the day previous. Thus, there is 1o need for continuity
‘ of operations from day-to-day and the concept of two separate shifts
! of 3-day workers can be easily implemented. There may be other

- ‘Agency components well suited to the 3-day work week. '

1 : 9. .This scheme might not work as well in other parts of the

' - Agency whore day-to-day continuity of operations is of paramount
importance. MAG has been looking into the advantages and disad-
vantages of the 4-day work week as it relates to these other Agency

— - .
¥

4
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“components. “We - hope Lo make thls ‘the sub;oct of a- mcmorandum 1n
the near future. : ‘ : P

‘e ..‘.‘.'.
B LN

”4,~:Mah§geMen§fAdvisory.Group
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y PRRS ONNEL S o]

- 29. HOURS OF WORK (No change) 25X1

_ a. WORKWEEK AND WORK SCHEDULES

formerly (1) The normal basic workweek is 4O hours with regular duty

- . hoﬁrs from 8 a.m. to 4:30 p.m., §:3O a.m, to 5 p.m., or

9 a.m. to 5:30.p.m., Monday through Friday, as prescribed
by Operating Officials and Heads of Independent Offices.
One-half hour is allowed for lunch. Operating Officials
and Heads of Independent Offices may scheduie different basic
workweeks for. individual employees as réquired to carfy
out the missions.of their compénents. Operating Officials
and Heads of Indépendent Offices may also reschedule aﬁ
employee's basic workweek (of not less than 40 hours) to
enable him to take courses in nearby colleges, universities,

or other educational institﬁﬁions which will eqguip him for

more effective work in the Agency. (See subparagraph h(l)

below for pay limitation.) KIL HAFALIAME. Th £1¢ ¥AALS
FELKEAE FITT Vi AARSAAIAL Ih AEAOHAARGE VLR EHé LAAAAA S
25X1 ‘ od e pl ] N—

New( ‘ (2) All variations in the basic workweek scheduled by Operating
( Officials and the Heads of Independent Offices should be in
25X1 y . .
(- - accordance with the following standards:

(a) Duty hours aie scheduled in advance over periods of

— not less than one week
(" - .. (b) The basic 4O-hour workweek is scheduled on 5 days,
(~ o which are Monday through Friday wherever possible, and
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i PERSONNEL
. (
B
i

(

(

(

(

(

( (3)

(

(

(

(

(

(

(

(
foréniérly .
New (

Formerly (a)

Formerly (b)

Formerly (c)

Formerly (4)

()

(d)
(e)

(£)

25X1

[ ]

the 2 days outside the basic workweek are consecutive

The working hours in each day in the basic workweek are
the same

The basic nonovertime workday does not exceed 8 hours

The occurrence of holidays does not affect the designation
of the basic workweek

Breaks in wbrking hours of more than 1 hour are not

scheduled in any basic workday

In exceptional circumstances and when necessary to staff

operations on a 24-hour basis the Deputy Director for Support

may approve 80~hour work schedules which deviate from the

above standards and provide no payment of overtime as long

as the number of hours worked does not exceed 80 in a two-

week, 80-hour pay period. |

accordance with

b. REPORTING DUTY STATUS. O0fficial Time and Attendance Reports
shall record time actually worked in relation to the scheduled

workweek of the activity concerned and shall be prepared in

HOLIDAYS, RELIGIOUS HOLY DAYS, AND SPECTAL DISMISSALS (No change)
OVERTIME WORK AND COMPENSATION
(1) DEFINITIONS

(a) Overtime is work in excess of the normal basic workweek

{1) Regular overtime is overtime which is scheduled on

a regular basis,

(g)_ Irregular Pr occasional overtime is overtime which
is not regularly scheduled.

(3) Directed overtime is that overtime which has

(4) No change
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R PERSONNEL | : - [ 25X

f@;merly (2) POLICY (No change)

05e(2) :

formerly , (3) °RESPONSIBILITIES (NQ change )

féirgl)rly () METHOD OF COMPENSATION (No change)

fo:-rflgl)'ly e. HOLIDAY WORK AND COMPENSATION (No c.hange)\

fogr;lerly f. i\TIGHT DUTY AND COMPENSATION (No cl;ange

fo:ir;lerly g. NIGHT DIFFERENTIAL WORK (No change)

foir;erly h.” SUNDAY WORK AND COMPENSATION (No change)

f01gﬂr;1erly 1. LIMITATION OF COMPENSATION FOR OVERTIME, HOLIDAY, NIGHT, AND
" SUNDAY WORK (No change) -

formerly j. COMPENSATORY TiME (No change)

1.

- . . . .-‘WTM
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Olkibais,

Accounting for lLeave, Holiday and Sunday Pay and Night Differential

Requests for irregular work schedules for 2h-hour shifts will be
reviewed on an individual basis prior to submission to the Deputy Director
for Support. Each review will determine the appropriate accounting
procedures for leave and pay purposes.

It is expected that the f llowing guidelines-would prevail in the

determination of leave and pay accounting:

1. GFEmployees at the GS-11 and below level would be paid
overtime for work in excess of 80 hours in a two-week, 80-hour
pay period.

2. Employees GS=12 through GS-14 may receive overtime payments
for directed overtime worked in excess of 96 hours in s two~week,
80-hour pay period.

3. Employees entitled to’Sunday, holiday or night differential
pay would receive such pay, when appropriate, for hours worked not
in excess of 12 within a regularly scheduled workday .

L. Annual ang sick leave would be charged accordihg to leave
taken against the employee's established work schedule. -

5. Otherwise the provisions of[;;::::::]would remain unchanged
and would pertain to the irregular work schedules,

GRGUP 1
Excluded tram automatlc
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